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Abstract

Transformational Leadership and the
Success of Volunteer Blood Drive Coordinators
at American Red Cross Midwest Region Blood Services

This study explored the importance of transformational
leadership in predicting the degree to which volunteer
leaders achieve their goals at American Red Cross blood
drives.

This project expands the study of transformational

leadership by analyzing its impact on a group not previously
covered in the literature -- volunteer leaders and their
followers.
Volunteer leaders organize blood drives, and the
success of these drives can be measured by comparing the
total units of blood collected to the goal for the drive.
Blood bank experts say behaviors of volunteer leaders
significantly influence the success of the drive.
Transformational leadership is a model that describes
behaviors of certain types of leaders and predicts that
leaders with these behaviors will influence followers to
exert extra effort, be more satisfied and be more effective
(Bass,

1985b).

are charisma,

Transformational leadership characteristics
inspiration,

intellectual stimulation.

individualized consideration and
These are in contrast to
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transactional behaviors of contingent reward and managementby-exception and to non-leadership behavior.
The transformational,

transactional and non-leadership

characteristics of volunteer leaders were measured using a
Multifactor Leadership Questionnaire

(Bass and Avolio,

1990). The results were related to results of the leaders'
last three blood drives.

It was predicted that

(1)

transformational scores resulting from the questionnaire
responses would significantly predict success in achieving
blood collection goals;

(2) transformational scores would

predict success in achieving blood collection goals to a
significantly greater degree than would transactional
scores; and (3) transformational scores would predict
success to a significantly greater degree than would non
leadership scores.
Partial support was found for the first hypothesis,
with transformational leadership accounting for a small
amount of variance in a hierarchical regression analysis.
The second hypothesis was rejected when transactional
leadership entered as most significant in predicting
success.

And partial support for the third hypothesis was

found when transformational leadership was most significant
when comparing it and non-leadership

(although

transformational leadership again accounted for a small
amount of variance).
iv
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Chapter 1
INTRODUCTION

American Red Cross Blood Services collects about 6
million units of blood each year

(a unit is about 500

milliliters), or nearly half the blood transfused annually
in the United States.

Midwest Region Blood Services is a

division of Red Cross that collects,

tests, processes and

distributes blood and blood components in 93 counties
throughout most of Nebraska,

one third of Iowa and small

portions of Kansas and Colorado.

About 100,000 units of

blood are donated annually in Midwest Region's territory.
Nearly 240,000 blood components are prepared from those
donations and distributed to 97 hospitals in its area, as
well as to other hospitals throughout the nationwide Red
Cross blood system.
Red Cross Midwest Region,
Cross,

and all divisions of the Red

rely heavily upon volunteers to provide the resources

they need to operate and to deliver their programs.

One

resource vital to the Red Cross is the blood which is
donated freely by volunteer blood donors.
Another resource is the planning and leadership needed
to execute an organized blood drive that attracts people to
give blood and gives these people an efficient,
forum in which to donate.

convenient

Volunteers also provide this
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resource.

Blood drive "coordinators" are volunteer leaders

of blood drives who willingly give their time and skills to
coordinate the resources and efforts of others to organize a
blood drive at their workplace,
civic organization.
manager,

church,

school,

community or

The coordinator may be a high level

a high school student,

a long-time Red Cross

volunteer who inherited the job from a parent or other.
Seven or eight blood drives are held each weekday in
Red Cross Midwest Region.

About 500 different volunteer

coordinators organize these drives.
drive coordinator,

When serving as a blood

these volunteers function as leaders,

coordinating people and resources to meet goals.
their responsibilities are:
blood drive;

Among

(1) securing a site for the

(2) recruiting enough donors to meet the

drive's donation goal;

(3) finding and scheduling other

volunteers to work at the drive;

(4) persuading others in

the organization or community to contribute goods or
services to the effort;

(5) keeping records and

(6)

evaluating the outcome of the drive.
Some coordinators lead a committee of experienced
volunteers who,
functions.

in turn,

lead one or more of these

Others work with a temporary committee that has

significant turnover each time a new blood drive is
scheduled.

Some coordinators do the bulk of the preparatory

work themselves,

yet serve as the leader of all the
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volunteers who work at the drive, the donors and of the
sponsoring organization and its resources.
Each coordinator receives performance expectations and
measurable goals for his or her drive,

the most important

being a goal for the number of units of blood to be
collected at the drive.

Other goals may include recruiting

a certain percentage of each of the eight blood types,
scheduling donors at established appointment times, giving
recognition to the donors and other volunteers, and ensuring
activities at the drive comply with all United States Food
and Drug Administration and American Red Cross regulations.
Paid Red Cross staff,

called donor consultants, work

with coordinators to establish the drives' goals and supply
the materials and information needed to organize a blood
drive.

Consultants may participate in the planning and

preparing for a blood drive,
coordinator,

but the work is done by the

and, throughout the preparation and on the day

of the blood drive,

it is the coordinator who is fully in

c h ar ge .
The position of volunteer coordinator is open to almost
anyone willing to assume the responsibility.

Red Cross

staff can suggest and guide the selection or appointment of
a chairman,

but the appointment decision is made by an

authority at the sponsoring school,

church,

business,

Just as all people have varying levels of skills,

etc.
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interests and abilities,

so do blood drive coordinators.

Blood collection experts say the abilities and
characteristics of the coordinator have a significant impact
on achieving or not achievinq goals at the blood drive
(H. Garcia, personal communication, March 8, 1994; G.
Ouellette, personal communication, March 9, 1994; L.
Roccaforte, personal communication,

Nov.

23,

1993).

Some of

the characteristics they say influence success at the blood
drive include commitment to and belief in the blood program,
ability to communicate the purpose and goal of the blood
drive,

and a willingness to delegate tasks and

responsibilities for organizing and executing a blood drive.
These descriptions of a successful coordinator are
similar to the characteristics of a transformational leader.
James Burns

(1978)

introduced the model of the

transformational leader as a contrast to the transactional
leader model.

According to Burns,

the transactional leader

motivates followers by appealing to their self-interests or
offering rewards for services rendered.

The

transformational leader, however, motivates followers by
transforming or elevating their self-interests into those of
the organization.
Bernard Bass adjusted this model 3lightly by proposing
that transformational leadership builds on or augments the
effects of transactional leadership.

The transactional
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leader is one who clarifies a follower's roles and tasks to
be achieved, the follower's needs and wants, and how those
needs and wants will be satisfied if the roles are fulfilled
and tasks completed successfully

(Bass,

1985a).

The transformational leader is one who does not just
set goals and establish a reward system based upon
achievement of those goals.

The transformational leader

actually motivates followers to internalize those goals and
then achieve more than they expected to achieve.
(1985)

Bass

said:

Such a transformation can be achieved in any of one of
three interrelated ways:
1. By raising our level of awareness, our level of
consciousness about the importance and value of
designated outcomes, and ways of reaching them.
2.
By getting us to transcend our own selfinterest for the sake of the team, organization, or
larger policy.
3.
By altering our need level on Maslow's
hierarchy or expanding our portfolio of needs and
wants.
(p. 20)
The purpose of this paper is to explore whether there
is a systematic relationship between the performance of
coordinators on a transformational leadership rating
inventory and the performance of the blood drives those
coordinators lead.

Performance is determined by the number

of units of blood donated at the drive compared to the goal
established for that drive.
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Chapter 2
REVIEW OF LITERATURE

Transactional Versus Transformational Leadership
The transactional leader motivates followers through
contingent reward.

That is, the leader clarifies what is to

be accomplished by the follower,

and both follower and

leader understand that if these goals are reached, the
follower will be rewarded.

According to Bass:

The transactional leader can be described in his
relations with subordinates as follows:
1. Recognizes what it is we want to get from our
work and tries to see that we get what we want if our
performance warrants it.
2.
Exchanges rewards and promises of rewards for
our efforts.
3.
Is responsive to our immediate self-interests
if they can be met by our getting the work done.
(1985a, p. 11)
Another form of transactional leadership is managementby-exception.

Management-by-exception is the practice of

intervening only when something goes wrong.

If subordinates

are accomplishing tasks and goals as assigned, the leader
allows followers to continue doing their jobs as they have
always done them.
accomplished,
Bass

(1985b)

If tasks and goals are not being

the leader may intervene in a variety of ways.
states:

But if a subordinate's performance falls below
some threshold, the (servocontrol) mechanism is
triggered.
At the emotionally mildest level, the
leader feeds back information to the subordinate
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that the threshold has been crossed.
The negative
feedback may be accompanied by clarification and
encouragement if the leader is someone who also
values use of contingent reward.
At the other
extreme, it may be accompanied by disapproval,
reprimand, or worse, (p. 135)
The effects of transactional leadership can contribute
to acceptable levels of performance,
limited

but the effects can be

(Avolio, Waldman and Yammarino,

1991).

Limits arise

because leaders may not actually be able to deliver the
agreed-upon rewards; task-oriented and self-reinforcing
followers are less likely to respond to the leader feedback
systems in this approach; and perceptions between followers
and leaders about what feedback has been delivered can vary
dramatically,

i.e.,

leaders may believe they have delivered

clear feedback, yet followers may report they have received
no feedback

(Bass and Avolio,

1990).

Transactional

leadership may contribute to mediocrity,

or at the most, may

contribute to only incremental progress toward improving
performance.
Bass has identified four characteristics of a different
style of leadership -- transformational leadership.
four characteristics are charisma,

The

inspiration,

individualized consideration and intellectual stimulation.
Charisma is the most important factor of
transformational leadership.
characterized by energy,

"Charismatic leaders are

self-confidence,

determination,
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intellect, verbal skills,
p. 26).

and strong ego ideals"

(Bass 1990,

Charismatic leaders provide meaning for their

subordinates' work by relating the activities of their job
to strongly held values,
1985b).

ideals and aspirations

(Bass

Charismatic leaders are trusted by their followers,

they transmit a sense of mission and they inspire loyalty
and devotion.

"Such charismatic appeal will inspire

followers to accomplish more than they originally expected,
accentuating the leadership effectiveness accruing from
contingent-reward behavior"

(Waldman, Bass and Yammarino,

1990, p. 384) .
Inspiration may overlap with charisma.

Inspiration's

effects are the arousal and heightening of motivation among
followers.

It is an emotional,

nonintellectual process that

appeals to sensation and intuition.

Inspirational leaders

use symbols and images to increase awareness and
understanding of mutually desired goals.

They express

important purposes in simple ways and use persuasive appeals
to heighten followers'
goals.

self-confidence and elevate their

The inspiring leader communicates high performance

expectations,

but expresses belief and confidence that

followers can and will achieve them.
The third factor,

intellectual stimulation,

influences

followers to think about old problems in new ways.

It

arouses in followers an awareness of problems and how they
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may be solved.

It emphasizes the use of reasoning and

evidence before taking action.
As a consequence of being intellectually stimulated by
their leader, followers develop their own capabilities
to solve future problems that the leader may not have
anticipated.
Followers learn to tackle and solve
problems on their own (Bass, Waldman and Avolio, 1987,
p. 75) .
The fourth factor,

individualized consideration,

treatment of followers on a one-on-one basis.

is the

The leader

recognizes differences among followers and pays attention to
the varying needs and interests of each.

The

transformational leader exhibiting individualized
consideration displays coaching skills,

use of two-way,

face-to-face communication and attention to neglected
members.

He is willing to delegate projects and

responsibilities,

not only to satisfy current needs, but to

arouse and elevate needs and develop skills and learning.
The characteristics of transformational leadership can
augment the effects of transactional leadership to a
significant degree.

Transformational leaders are perceived

by their followers and colleagues as more effective and more
satisfying to work for; leaders with these characteristics
are promoted more often; they generate better productivity
and their groups produce more innovative products; they
receive higher levels of voluntary effort from their
followers; and they lead units that perform better under
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stress

(Bass and Avolio,

Hater and Bass

1990).

(1988) showed that managers who are

rated as top performers by their superiors also tend to be
rated by their subordinates as transformational leaders.
Clover

(1989)

studied Air Force commissioned officer

squadron leaders and the performance of their squadrons.
Officers who received higher ratings as transformational
leaders also led better performing squadrons and were more
likely to be viewed as role models by their subordinates.
Spangler and Braiotta

(1990)

found transformational

leadership to be effective in a less structured work group - audit committees of boards of directors who work only
sporadically under the direction of the committee chairman.
Without access to the formal rewards and punishments of
traditional work groups, the techniques and potential
effectiveness of transactional leadership is limited for the
chairmen of these committees.

The potential influence of

transformational leadership, which offers techniques
available to the chairman or any leader of an informal
group, may be particularly valuable in this type of
committee structure.

Spangler and Braiotta found positive

relationships between both transactional and
transformational leadership by a chairperson and the
effectiveness of the committee.
Keller

(1992)

focused on the intellectual stimulation -
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- component of transformational leadership to examine the
effectiveness of research and development groups.

He

defined a successful project as one that met criteria
related to technical quality, meeting an assigned schedule,
value to the company, overall project performance and budget
and cost performance.

His findings suggested that effective

research and development group leaders do exhibit
transformational leadership characteristics.
Avolio, Waldman and Einstein

(1988)

found another

group's performance according to established criteria to be
positively related to transformational leadership by the
leader.

They examined the performance of groups of MBA

students in a management simulation game.

Each group

selected a leader and worked as the senior management team
of an imaginary company for three months.

Financial

performance information was collected independently of
leadership data, and the researchers found correlations
among five financial performance factors and high
transformational ratings of the group leaders.
Specifically,

a step-wise regression showed that high

ratings on individualized consideration and charisma
accounted for 31 percent of the variance in overall
performance.
Howell and Frost

(1989) also used students as subjects

in a laboratory study of charismatic leadership and follower
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performance on decision-making tasks.

Participants working

under the charismatic leader had high task performance,

even

in the face of group norms that opposed high performance.
Waldman,

Bass and Yammarino

(1990)

focused on

contingent-reward behavior and charisma and their
relationship to leader effectiveness.

They found

contingent-reward behaviors that clarify objectives and
rewards can contribute to effective leadership and group
performance.

But leadership that generates confidence and

inspiration,

as would charismatic leadership, may result in

leadership effectiveness whether a lot or a little
contingent reward behavior is also present.
Transformational leadership is not the exclusive domain
of leaders of government or major organizations.
(1990)

Bass

asserts that transformational leaders can be found at

any level of a multitude of types of organizations.
be learned,

It can

and it should be the subject of management

training and development.

American Red Cross Coordinators
The characteristics of transformational leadership are
similar to the characteristics cited by blood collection
experts as being those possessed by coordinators of
successful blood drives.

Some of the characteristics cited

by experts are: commitment to and belief in the blood
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program; an ability to communicate the purpose and the goal
of the blood drive to a variety of people;

influence or

authority within the organization sponsoring the blood
drive; reputation as a respected, trustworthy person whose
motives are honest and who sets a good example; and
willingness to delegate responsibilities and tasks needed to
organize and execute a bloodmobile.
much like charisma,

These comments sound

inspiration and individualized

consideration.
Hector Garcia, American National Red Cross director of
donor recruitment,

said an already-existing reputation as a

leader can be an asset for a coordinator
communication, March 8, 1994).

(personal

"When you have someone

people look up to because of their track record, you'll be
more successful."

Ability to communicate to people at all

levels of the organization is vital, Garcia said.

This type

of effective communication presents the blood program in a
way that is attractive to that person and appeals to his or
her own motivations or missions.

Again, these sound much

like charisma and inspiration.
"You need someone who is well-liked and respected,"
said Gary Ouellette,

director of donor services at American

Red Cross Northeast Region in Dedham, Mass.,

and former

president of the Association of Donor Resources
Professionals

(personal communication, March 9, 1994).

"And
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you want someone who will get people interested in the
program by getting them excited about what blood is used

for."
Delegating responsibilities makes the project more
manageable and helps spread the involvement in and
commitment to the program, Ouellette said.

This also is the

characteristic of a leader displaying individualized
consideration.
Laura Roccaforte, director of donor resources
development for American Red Cross Midwest Region Blood
Services,
ones

cited similar characteristics,

(personal communication,

Nov.

and some additional

23, 1993).

She added

"caring," that is, a sensitivity to the differing needs of
donors,

volunteer staff and paid Red Cross staff

(individualized consideration),

and a willingness to be

educated and to educate others about new planning and
recruitment strategies and techniques

(intellectual

stimulation).
The appearance and effects of transformational
leadership have not been studied among groups of leaders and
followers in volunteer roles.

But this is a logical group

to examine because of some of the characteristics and
motivations of volunteer workers.
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Volunteers
The motivation to volunteer has been examined by
numerous researchers over the last 40 years.
common motives identified are altruism,

Among the most

egoism and social

benefits.

That is, people volunteer because they want to

help, they

feel good about what they do as volunteers, and

volunteering provides an opportunity to meet and interact
with other people.

These motivations correlate with the

effects of a transformational leader who is charismatic
(providing meaning and a sense of mission), inspirational
(heightening motivation and expressing confidence that
followers can achieve high goals)
individualized consideration
Fitch
egoism and

(1987)

and provides

(one-on-one attention).

found the three motivations of altruism,

social benefits to be the most important to

college students involved in community service.
(1982)

Jenner

found that women volunteers who were members of the

Association of Junior Leagues are motivated to join
organizations that have a purpose attractive to them, and to
maintain their membership in those organizations when their
efforts deliver a sense of service to people and their
community.

Morrow-Howell and Mui

(1989)

motivations among elderly volunteers.

found similar

Both females and

males said they volunteered to help others, and females said
the opportunity to meet people was also a high motivator.
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Those who quit volunteering said they did so because they
were not able to help as much as they thought they could.
And, Pearce

(1983)

found that individuals who worked as

volunteers were more likely to report they worked for the
rewards of service to others and social interaction than
those who worked in similar jobs for pay.
If charisma instills a sense of mission and the
importance of one's work,

inspiration heightens motivation

and an understanding of the leader's and followers' mutually
desired goals,

intellectual stimulation equips followers

with thinking and problem-solving skills that help them be
more successful in their assignments,

and individualized

consideration provides attention and one-on-one
communication,

and if volunteers report that these are some

of the motivations for their involvement in service
organizations,

then it is logical to explore the possible

relationship between transformational leadership and the
outcome of blood drives organized and led by volunteers who
are leading other volunteers.

Statement of Hypotheses
(1)

Transformational leadership scores by blood drive

coordinators will significantly predict their success in
achieving blood collection goals.
(2)

Transformational leadership scores by blood drive
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coordinators will predict success in achieving blood
collection goals to a significantly greater degree than will
their transactional leadership scores.
(3)

Transformational leadership scores by blood drive

coordinators will predict success in achieving blood
collection goals to a significantly greater degree than will
their non-leadership scores.
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Chapter 3
METHODOLOGY

Participants
Blood drive coordinators examined were from a group of
2 09 volunteers who have coordinated three or more blood
drives in American Red Cross Blood Services Midwest Region.
The criterion of three or more was selected because a mean
average of the productive goal performance

(number of units

of blood collected compared to the desired number)
would give a more stable picture of performance,

of those

while not

being so restrictive as to limit the availability of an
adequate sample.

The names and addresses of the

participants were gathered from American Red Cross Midwest
Region records.

A majority of the subject pool were women,

age 40 to 69 (demographics are discussed in more detail in
Chapter 4).
Each participant has organized blood drives in a site
such as a company where they work, the town in which they
live, the church or school they attend or a club to which
they belong.

To provide anonymity for respondents,

questionnaire responses were linked to blood drive results
through a site code which Red Cross assigns to each blood
drive site.
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Procedures
The 5X self-rater version of the Multifactor Leadership
Questionnaire

(Appendix A) was mailed to the 209 volunteers

whose records showed they had coordinated three or more
blood drives.

The questionnaire is designed to measure four

transformational leadership factors, three transactional
leadership factors and non-leadership

(see discussion below

under Selection and Measurement of Predictor Variables).
The questionnaire was modified to include additional
questions relevant for this study,

such as unique

demographic items or questions about blood drive goals.
cover letter

A

(Appendix B) and subsequent mailings were based

upon Dillman's

(1978) recommendations for mail survey

techniques.
One week after the initial mailing,

follow-up postcards

(Appendix C) were mailed to all 209 potential subjects
asking them to complete and return the questionnaire if they
had not already done so.
letter

About two weeks later, another

(Appendix D) and another copy of the questionnaire

were mailed to all subjects who had not yet returned a
completed questionnaire.
mailing,
these,

Within six weeks of the original

165 completed questionnaires had been returned.

152 or nearly 73 percent of the original mailing,

were usable.

Of
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Selection and Measurement of Outcome Variable
Blood drive goals are established cooperatively between
coordinators and paid Red Cross staff.

Several factors are

considered when establishing goals: the population of the
blood drive's community or organization, past performance of
blood drives in the same area, the size of the need for
blood or for specific blood types,
may affect donor turnout,

and special factors that

e.g., the season or other

activities in the community or organization that may compete
for attendance.
A primary goal for productive units for each drive is
established,

then monitored.

The productive goal is the

desired number of people to successfully give a unit of
blood.

This goal is different

(smaller)

than a "presenting"

goal, which is the desired number of people who show up at
the blood drive and volunteer to give blood.
number of these people

A certain

(usually about 10 percent) will be

deferred from giving blood for medical or other reasons and
some will be unable to successfully donate the required
amount of blood.
Other goals that apply to all drives include:
collecting certain percentages of each of the eight blood
types; all operations at the drive being in compliance with
United States Food and Drug Administration and American Red
Cross regulations; and a high degree of satisfaction with
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the event among donors, volunteers and Red Cross employees.
And,

other,

secondary goals are established for many drives,

including the number of donors who make and keep a donation
appointment

(as opposed to just showing up at any time

during the drive)

and the percentage of donors who give

blood for the first time at the drive

(new do nors).

Many of these different goals are related.
example,

For

achievement of the ’'presenting" goal will affect

achievement of the "productive goal" or achievement of the
goal to have donors scheduled at regular intervals will
affect the achievement of a high degree of satisfaction
among donors and staff because a smooth appointment schedule
decreases lines and waiting.

Various goals were considered

as possible outcome variables for this project.

The

productive goal was selected because it is an important
primary goal and because it was the one for which ample data
was available.

Selection and Measurement of Predictor Variables
The appearance of transformational leadership can be
determined by use of the Multifactor Leadership
Questionnaire developed by Bass.

One version of the

questionnaire asks subordinates or colleagues to rate the
frequency of transformational,
leadership behaviors.

transactional and non

Another version asks the leader
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himself to rate the frequency of the behaviors.
Coordinators were asked to complete the self-rater,

Form 5X

version of the Multifactor Leadership Questionnaire

(MLQ)

(Bass,

1990) .

This instrument is a research version

MLQ and is designed to measure

of the

four aspects of

transformational leadership: charisma,

inspiration,

intellectual stimulation and individualized consideration;
two aspects of transactional leadership:

contingent reward

and management-by-exception; and non-leadership,
faire.

or laissez-

The 5X experimental version separates management-by-

exception into two parts:

active and passive.

Earlier

versions of the questionnaire have not made this separation.
The passive type of management-by-exception
leadership in which the leader

pertains to

takes action when errors are

brought to his attention, mistakes become serious or
problems are chronic.

The active type pertains to

leadership in which the leader actively searches for
mistakes,

tracks them and regularly tries to prevent them.

Both types of management-by-exception have been examined in
this research project since they add precision to the
management-by-exception construct.

The 5X version also

contains a fifth transformational factor:
influence.

idealized

This factor seems very similar to charisma, but

relates more specifically to the leader actively sharing and
demonstrating his beliefs and values.

Idealized influence

was not considered in the analysis of this project because
limited information about it and the theoretical rationale
for including it was available.

This factor has been rarely

discussed in the extant literature by Bass and his
colleagues,

and it has not appeared in previous versions of

the MLQ.
Versions of the MLQ in which subordinates rate their
leader are available,

but the self-rater research form was

selected because it was most feasible for this situation:
access to coordinators'

subordinates is limited because Red

Cross does not maintain records of them,

only coordinators

do, and the subordinate form was unaffordable for this
project

(the cost is approximately $100 per subject tested).

Tests of Hypotheses
The factor structure of the MLQ 5X was checked
initially using factor analysis,

specifically a principal

axes technique with oblimin rotation

(Rummel 1970), to see

if the theoretically stated factor structure had held.

This

exploratory factor analysis technique was used because the
5X version of the MLQ is a research version which differs
somewhat from other versions that have underqone more
frequent testing,

e.g.,

it contains the additional factor of

idealized influence and management-by-exception separated
into two components

(active and passive).

The instability
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of the theoretically stated factor structure based upon the
preliminary factor analysis
below)

(see Factor Analysis section

led to a decision to treat transformational,

transactional and non-leadership as three unitary leadership
variables in this thesis.
The reliability of the three leadership types was also
checked using Cronbach's Alpha

(SPSS Manual,

was done by summing the scores of charisma,

1990).

This

inspiration,

intellectual stimulation and individualized consideration
into one transformational factor, then checking the
reliability of that sum; summing the scores of contingent
reward, management-by-exception -- active and management-byexception -- passive,

then checking that sum; and by

checking the one non-leadership factor -- laissez-faire.
Prior to testing the hypotheses,

a secondary analysis

of the mean importance rating of various potential outcomes
(productive goal, presenting goal, percentage of new donors,
etc.) was also conducted to make sure that coordinators saw
the outcome selected for analysis in this study
of productive goal achieved)

(percentage

as important and significant.

This analysis was conducted through practically examining
mean importance ratings of different possible outcomes,
rather than through statistical significance tests of the
differences between means,

since the outcomes are related to

and complement each other and since the concern in this
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thesis is with the overall importance of the chosen outcome
(productive u n i ts ).
Results of the self-rater, research version of the MLQ,
coupled with the productive outcomes of blood drives as the
performance outcome variable, allowed the three hypotheses
to be tested.

These tests were conducted using hierarchical

regression in which the scores for the three leadership
styles

(transformational, transactional and non-leadership)

were entered individually and then compared with regard to
their effect on the productive outcome variable.
Specifically,

Hypothesis 1 was tested using subjects' summed

scores on the four transformational leadership factors
(charisma,

inspiration,

intellectual stimulation and

individualized consideration)
productive performance.
subjects'

to predict their mean

Hypothesis 2 was tested using

summed scores on the four transformational factors

compared with their summed scores on the three transactional
factors

(contingent reward, management-by-exception —

active and management-by-exception -- passive)
their mean productive performance.
tested using subjects'

to predict

And Hypothesis 3 was

summed scores on the four

transformational factors compared with the one non
leadership factor

(laissez-faire)

productive performance.

to predict the mean

A significance level of .05 was

used to test all three hypotheses.
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Chapter 4
RESULTS

Demographics of Research Participants
The demographics of the respondents were consistent
with demographics of coordinators in general
vast majority,

nearly 85 percent, were women.

more than 71 percent, were age 40 to 69.
percentage,

(Table 1).

The

And most,

A very small

less than 1 percent, were younger than age 25

and a few, almost 9 percent, were over the age of 70.
The most common blood drive site for these coordinators
was a community

(38.2 percent).

This is consistent with

Midwest Region collection statistics which show that about
one-third of the blood donated in the region is done so in
the Omaha/Council Bluffs metropolitan area and about twothirds elsewhere in the region.

All two-thirds outside the

Omaha/Council Bluffs area, however,
a community site.

Businesses,

are not associated with

schools,

churches and club

sites are also located outside the metropolitan area.

More

than 21 percent of the coordinators are associated with
business drives, and another large percentage
percent)

are associated with school drives.

(more than 17
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TABLE 1
Demographics of Respondents

Characteristic

Percentage

Sex
Female
Male
No response

84.9
12 .5
2 .6

24
25
40
55
70
No

.7
15.8
39 .5
31.6
8.6
3.8

Age
years or younger
to 39 years
to 54 years
to 69 years
years or older
response

Blood Drive Sponsoring Organization
Community
Business
Civic group or club
School
Church
No response

38.2
21.7
17 .1
9 .2
7 .2
6.6

Number of blood drives coordinated
One to three
Four to 10
11 to 20
More than 2 0

42 .1
30.9
25.7
1.3

n=152

Factor Analysis
The factor structure of the eight theoretical factors
was checked using a principal axes technique with oblimin
rotation.

This exploratory factor analysis technique was
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used because the 5X version of the Multifactor Leadership
Questionnaire is a research version which differs somewhat
from other versions that have undergone more frequent
testing.

The factor analysis results facilitated making a

final decision as to how to conceptualize and measure the
leadership variables in this thesis.

An initial factor

analysis resulted in 21 factors that bore little resemblance
to the theoretical factors.

Another eight factor solution

(as determined by discontinuity analysis)
rotation was conducted

using oblimin

(Appendix E ) , but, again, the

theoretical factor structure did not remain stable.
These results raise questions about the validity of the
underlying factor structure of the 5X MLQ.

Thus,

it was

decided to conduct the multiple regressions using three
unified leadership factors -- one for transformational
leadership

(through summing across the four individual

transformational factors), one for transactional leadership
(through summing across the three individual transactional
factors), and one for non-leadership

(through summing across

items for the one non-leadership factor).
made for two reasons:

This decision was

1) the reliabilities for two of the

three leadership types were high -- .9375 and .8009 for
transformational and transactional,

respectively;

2) it was

not reasonable to have a great deal of confidence in the
individual factor structure that emerged from the initial
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analysis because of the small number of subjects in this
study

(n=152) and because in many cases a small number of

items,

often only two or three,

loaded on a factor.

Reliability
Cronbach's Alpha was used to determine the internal
consistency of the three leadership types.

High

reliabilities were found for two of the types,

.9375 for

transformational and .8009 for transactional.

Non

leadership was not as high, with a reliability of .6284.

TABLE 2
Reliability of the
Multifactor Leadership Questionnaire

Factor

(5X-Self)

Standardized Alpha

Transformational
Transactional
Non-Leadership

.9375
.8009
.6284

Outcome Variable
The outcome chosen to serve as the dependent variable
in the multiple regressions was the average of the
percentage of the productive goal achieved at a
coordinator's three most recent blood drives.

Again,

30

productive goal is the desired number of units of blood
successfully collected at a drive.
because it is a primary goal

This outcome was chosen

(the adequacy of the

community's blood supply is highly dependent upon
achievement of this goal)

and it was the one for which data

was most reasonably accessible.

Coordinators who

participated in this project tended to perform well on this
outcome.

The mean percentage of productive goal achieved

was 108 percent, meaning the average drive organized by
these coordinators exceeded its productive goal by 8
percent.

The standard deviation for this mean was 18.19 and

the minimum and maximum outcome achieved were 61 percent and
2 02 percent.

About 7 8 percent of all outcomes were within

one standard deviation of the mean

(ranging from about 89

percent of productive goal to about 12 6 percent of
productive g o a l ) .

About 95 percent of all outcomes were

within two standard deviations of the mean.
range is perhaps somewhat restricted

This type of

(in a normal curve,

68

percent of all outcomes would have fallen within one
standard deviation of the mean and 96 percent of outcomes
would have fallen within two standard deviations), but it is
consistent with the direction Red Cross paid staff give
blood drive coordinators.

Coordinators are instructed that

the ideal blood drive production is very close to 100
percent,

because a result much below that contributes to an
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inadequate blood supply and a result much above 100 percent
causes waiting lines, delays and dissatisfaction at the
blood drive.
There are many other types of complementary outcome
variables that could also have been considered,

such as

presenting goal, which is the number of people who show up
at a blood drive and volunteer to try to give blood; the
percentage of different blood types that were collected; the
percentage of people who gave blood for the first time at a
specific drive,

and many others.

these types of outcomes,

Data was not available on

however.

As a check of the importance of the productive goal
coordinators,

respondents were

of seven possible outcomes.

to

asked to rate the importance

Achieving productive goal was

not the outcome coordinators rated as most important in
determining whether a blood drive is successful, but it was
viewed as highly significant.

It received a mean rating of

4.29 on a 5-point scale

3) indicating that it was

(Table

rated higher than "very important" by respondents.
other outcomes received very similar ratings:

Two

"Donors,

volunteers and paid staff are satisfied with their
experience at the drive" was rated 4.3 5 and "Meeting
presenting goal,

or meeting the goal for the number of

people who show up and volunteer to give blood" received a
mean rating of 4.32.

The outcome that received the highest
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TABLE 3

Respondents'

Importance Ratings of Blood Drive Outcomes

Outcome

Mean

SD

Components of the Blood Drive in
Compliance with U.S. Food and Drug
Administration Guidelines

4.52

.74

Donors, Volunteers and Paid Staff
Satisfied with Their Experience
at the Drive

4.35

.67

Meeting Presenting Goal (number of
people who show up and volunteer
to give blood)

4.32

.74

Meeting Productive Goal (number of units
of blood successfully collected at a
drive)

4.29

.75

Meeting New Donor Goals (percentage of
donors giving blood for the first time)

3.95

.85

Meeting Type Specific Goals (collecting a
certain percentage of each blood type)

3.56

1.05

Donors Scheduled for Appointments
According to Matrix (prescribed number
of donors scheduled to arrive in
15-minute intervals)

3.20

1.12

NOTES:

Ratings could range from
(Extremely Important).

1

(Not

Important)

to

5

Meeting Productive Goal was the outcome variable
used in the analysis of this project.
It is a
primary goal and was the outcome for which data was
most reasonably available.
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rating

(mean of 4.52) was "All components of the blood drive

are in compliance with Food and Drug Administration
guidelines."

This makes sense because other outcomes can't

be achieved without this one.

Overall,

the outcome selected

for examination in this study emerged as highly important.

Tests of Hypotheses
The three hypotheses were tested using hierarchical
regression.

Results of the 5X MLQ served as independent

variables and the mean productive performance on the last
three blood drives served as the dependent variable.
test the first hypothesis,

To

the summed results of the scores

of the transformational leadership characteristics were used
to predict mean productive performance.

This

transformational leadership style entered as significant,
with p<.025 and about 2.7 percent of the variance accounted
for by this style

(Table 4).
TABLE 4

Hierarchical Regression of Transformational
Leadership Scores Upon Percentage of
Productive Goal Achieved

Variable

Beta

Transformational
Leadership

.182

R
.182

Adj.RSq
.027

F
5.15

P
.025
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The second hypothesis was tested by using the sum of
the four transformational characteristics compared with the
sum of the three transactional characteristics to predict
mean productive performance.

In this case, the

transactional style entered as most significant, with p<.019
and a little more than 3.6 percent of the variance accounted
for by this style.

Transformational leadership, with

p<.357, was not significant and accounted for only an
additional

.5 percent of unique variance

(Table 5).

TABLE 5
Hierarchical Regression of Transformational
and Transactional Leadership Scores Upon
Percentage of Productive Goal Achieved

R

A d j .RSq

.190

.190

.029

.036

5. 65

.019

Transformational
.099
Leadership

.190

.03

.005

.854

.357

Variable
Transactional
Leadership

Beta

RSq.Ch.

F

P

The third hypothesis was tested by using the sum of the
four transformational factors compared with the one non
leadership factor to predict mean productive performance.
Transformational leadership entered as the most significant
style, with p<.025 and 2.7 percent of the variance accounted
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for by this style.
lowered,

Although the tolerance levels were

non-leadership failed to enter as contributing any

significant unique variance

(Table 6).

TABLE 6
Hierarchical Regression of Transformational
and Non-Leadership Scores Upon
Percentage of Productive Goal Achieved

Variable

Beta

R

A d j .R S q .

F

P

Non-Leadership
Leadership
Transformational
Leadership

.182

.182

.027

5.15

.025

Supplemental Analyses
Several supplemental analyses were conducted to better
understand the hierarchical regressions:

an examination of

how coordinators rated themselves on their use of the eight
different leadership factors was conducted; Stepwise
Multiple Regressions of the eight individual leadership
variables were conducted; and the eight theoretically
specified factors were correlated with the mean productive
outcome and with each other.
The questionnaire enabled respondents to rate
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themselves on their use of different leadership behaviors
linked to transformational,
styles.

transactional and non-leadership

The means of these ratings show that blood drive

coordinators rated themselves as most often exhibiting

TABLE 7
Coordinator Ratings on the Eight Theoretically
Specified Factors of Transformational Leadership,
Transactional Leadership and Non-Leadership

Variable
Score

Mean

SD

Charisma

14 .51

4 .91

8/40

Individualized
Consideration

14 .41

5 .90

9/45

Inspiration

16 .67

5 .94

8/40

Contingent Reward

17 .86

7 .76

9/45

Intellectual
Stimulation

20. 10

6 .91

10/50

Management-byException - active

20 .89

7 .17

7/35

Management-byException - passive 26 .99

6 .93

7/35

Laissez-Faire

7 .17

8/40

NOTE:

31. 87

Min/Max Possible

Minimum score connotes a consistent rating of
"Frequently, if not always" exhibiting behaviors
linked to that leadership factor.
Maximum score
connotes a consistent rating of "Not at all"
exhibiting behaviors linked to that factor.
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behaviors linked to charisma,
and inspiration.

individualized consideration

They rated themselves as least often

exhibiting behaviors linked to management-by-exception —
passive and laissez-faire

(Table 7).

Rated intermediate in

use were such factors as contingent reward,

intellectual

stimulation and management-by-exception -- active.
The stepwise regressions were intended to increase
understanding of the impact of specific portions of the
three leadership styles.

The regressions were conducted

similarly to the tests of the hypotheses.

First, the four

individual transformational leadership variables were used
to predict mean productive performance,
summed.

When this was done,

one factor,

but they were not
inspiration,

entered as significant, with p<.004 and a little more than 4
percent of the variance attributable to this factor
8).

(Table

No other factors entered as significant.

TABLE 8
Stepwise Multiple Regression of Transformational
Leadership Scores Upon Percentage of
Productive Goal Achieved

Variable

Beta

Inspiration

.212

R
.212

A d j .RSg
.036

F
7 .04

P
.004
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Next, the subject scores on the individual
transformational factors and the individual transactional
factors were used to predict mean productive performance
(again, without summing).

One factor,

this time the

transactional factor contingent reward,

entered as

significant, with p<.004 and nearly 5 percent of the
variance accounted for by this factor

(Table 9).

No other

factors entered as significant.

TABLE 9
Stepwise Multiple Regression of Transformational and
Transactional Leadership Factors Upon
Percentage of Productive Goal Achieved

Variable

Beta

Contingent
Reward

.235

R

.235

A d j .RSq

.049

F

8 .74

P

.004

Finally, subject scores on the four individual
transformational factors and the one non-leadership factor
were used to predict mean productive performance.

Again,

inspiration entered as the only significant factor, with
p<.009 and about 4 percent of the variance accounted for by
this factor

(Table 10).
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TABLE 10

Stepwise Multiple Regression of Transformational
and Non-Leadership Factors
Upon Percentage of Productive Goal Achieved

Variable

Beta

R

Inspiration

.212

.212

A d j .RSq

F

.039

P

7 .04

.009

To aid the interpretation of these and the hierarchical
regressions,

correlations between the individual eight MLQ

factors and the mean productive outcome were examined.
Consistent with the hierarchical regressions,

a factor from

the transformational set and a factor from the transactional
set correlated highest with the outcome.

And these were the

same two factors that accounted for the greatest amount of
variance in the stepwise regressions -- inspiration and
contingent reward

(Table 11).

Two other factors,

and management-by-exception -- active,
correlations with the outcome,

charisma

had significant

but none of the others,

including the one non-leadership factor,

laissez-faire,

showed any significant correlation.
To further aid interpretation of the supplemental
regressions of the individual leadership factors,
correlation analysis of the respondents'

a

scores on the eight
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TABLE 11

Correlations of the Eight MLQ Factors
and the Mean Productive Outcome

Variable

Correlation with Outcome
.1933*
.2130**
.1488
.1482
.2361**
.1843*
.1202
.1596

Charisma
Inspiration
Intellectual Stimulation
Individualized Consideration
Contingent Reward
M g m t .-by-exception -- active
M g m t .-by-exception -- passive
Laissez-faire
** significant at .01
* significant at .05

leadership factors was conducted to examine the relationships
among the various transformational,
leadership factors of the MLQ.
tests

transactional and non

Using two-tailed significance

(since intercorrelations were examined in an

exploratory w a y ) , every factor showed a significant
relationship with every other factor at a .01 significance
level, whether the other factor was linked to
transformational leadership,
leadership

(Table 12).

transactional leadership or non

However,

transformational factors

generally correlated higher with each other than they did
with transactional or non-leadership factors.

All these

correlations among the transformational factors, except one
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(intellectual stimulation with charisma which correlated at a
.5899 level), were above .7073.

Two transactional factors,

contingent reward and management-by-exception -- active,
correlated higher with each other and with most
transformational factors,

than they did with the third

transactional factor, management-by-exception —

passive.

The transactional factor, management-by-exception —
correlated higher with non-leadership

(.8387)

passive,

than with other

transactional factors or any transformational factor.
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Chapter 5
DISCUSSION AND RECOMMENDATIONS

Factor Analysis
Several factor analyses were conducted with the data
gathered in this project,

none yielding a stable factor

structure consistent with the theoretically specified eight
leadership factors.

Resulting reasons for the decision to

proceed with the multiple regression using the three unified
leadership factors were described in Chapter 4.

But,

it is

important to consider the underlying validity of the MLQ
factor structure

(and its implications for future research)

in its own right.
There are many possible reasons why the factor
structure was not consistent with others' research: the
influence of a self-rating system; the use of a research
version of the MLQ; the use of the MLQ among a group of
subjects that is very different from groups previously
studied; the small number of subjects

(n=152), and,

possibly, weaknesses in the validity of the MLQ.
The influence of the self-rating system,

as discussed

below under Reliability may have affected the factor
structure.

Bass' study of Naval officers

what other researchers have found:

(1991)

confirmed

leaders tend to inflate

ratings of their own leadership behaviors in comparison to
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ratings offered by subordinates.

This inflation,

if not

consistent throughout all factors and all items in a factor,
would likely skew the results of a factor analysis.

It is

recommended that future research among blood drive
coordinators,

or other volunteer groups, be conducted using

a subordinate rater version of the MLQ if at all possible.
Also, the 5X version of the MLQ is a research version
that has not yet undergone frequent reliability and validity
checks.

It contained an additional transformational factor,

idealized influence, which was not considered in analysis
here because little information about this factor and the
theoretical reasons for including it were available.

And

this version of the questionnaire separated management-byexception into two versions -- active and passive.

This

distinction was not used in previous versions of the MLQ.
The 5X version with these modifications may require further
refinement to increase its validity and stability of the
factor structure.
The MLQ has been used extensively in the workplace to
study leadership characteristics of paid managers and
supervisors among the employees who report directly to them.
Literature reveals little use of it in other leader/follower
settings,

and none among volunteers.

by Spangler and Braiotta

(1990)

The success reported

in identifying positive

influences from transformational leadership factors in
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committees comprised of people not in direct
supervisor/subordinate relationships contributed to this
project's logic that transformational factors may positively
influence other types of indirect reporting relationships,
like those of volunteers.

However,

it may be that the

relationships between volunteer leaders and followers are
sufficiently different from those in usual workplaces to
require the identification of different leadership factors
or different ways of conceptualizing them.

For example,

research has not shown that opportunities to participate in
intellectually challenging work is a motivator for
volunteering.

So,

it could be that leaders who provide

intellectual stimulation do not influence followers to be
more effective and achieve greater results.
other types of stimulation,

such as social,

Those who offer
that are more

closely tied to volunteers' motivation may be more
effective.

Another possibility is that convenience is a

leadership factor unique to volunteer situations.

Leaders

who make volunteers' work easily accessible and convenient
may achieve higher results than leaders who do not make
special efforts in these areas.

Convenience may not be

nearly as significant a factor for leaders of employees,
since employees do not have the same options to follow or
not as volunteers do.
In addition,

the MLQ and/or the transformational
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leadership concept may not be entirely appropriate for use
with blood drive coordinators,

since 1) a majority of

subjects used to develop and apply the instrument were men,
while the vast majority of subjects in this study were
women,

and 2) much of the research to develop and refine the

instrument involved leaders and followers in highly
structured work environments, while the structure of a blood
drive is highly flexible.

Bass' early work to begin to

identify transformational characteristics involved asking
senior executives to describe a transformational leader they
had encountered during their career

(Bass,

1985a).

All

these senior executives were male.

Refinement of the data

gathered from this study was conducted by questioning senior
U.S. Army officers.
subjects was male,

More than 98 percent of this group of
and they certainly worked in a highly

structured environment.

Most of the studies that further

refined the transformational concept and were reviewed for
this project and which described the sex of the subjects
involved all or a majority of male subjects and many took
place in structured workplaces,

like government offices

I

(Waldman, Bass and Yammarino,
Einstein,

1990; Waldman,

1987; Bass, Waldman and Avolio,

Bass and

1987).

The one

exception was a project involving a group of MBA students
which was nearly evenly split male and female.
Nearly 85 percent of the coordinators who completed the
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MLQ for this thesis were women.

Because the majority of

volunteers led by all Red Cross Midwest Region coordinators
are also women,

it can be assumed that most of the

volunteers led by the coordinators involved in this project
were women.

Also, blood drive coordinators have a great

deal of autonomy in structuring,

recruiting, training and

utilizing their volunteer followers.

Red Cross staff offer

only suggestions for structure and staffing and almost no
formal performance evaluation system is applied to any of a
coordinator's followers.
There are many possible effects resulting from
developing a concept using primarily male subjects in
structured environments,

then applying it to a group mostly

composed of women in flexible environments.

The

transformational characteristics that influence male
followers to produce extra effort may not be the same
characteristics that influence women to produce extra
effort.

How women exhibit transformational or transactional

characteristics may differ from how men exhibit them.

And

how women respond to the questionnaire may differ from how
men respond.

Leaders in structured environments may apply

contingent reward or management-by-exception very
differently from those in unstructured environments.

Or,

leaders in environments with structures that are flexible
and fluctuating may rely more heavily upon individualized
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consideration to keep followers informed about their roles
and functions.
Finally, Bass' description of the derivation of the MLQ
factors was stated in Chapter 4.

The results of this

research suggest that additional,

independent analyses need

to be conducted to confirm the validity of the structure in
the MLQ 5X.

This issue was raised by at least one other

researcher.

Keller

(1992),

in a study of transformational

leadership and the performance of research and development
groups,

found very high intercorrelations between different

transformational characteristics and between
transformational leadership characteristics and a more
traditional leadership style called consideration.

These

findings caused Keller to question whether each scale of the
MLQ is measuring something distinct and whether the scales
are fully independent from other types of leadership scales.

Reliability
Cronbach's alpha results for the summed
transformational and transactional factors
respectively)

(.9375 and .8009

were high, while the result for non-leadership

(.62) was not as high.

It is possible that higher results

for each style could have been obtained if a subordinate
rater version, rather than a self-rater version, had been
used.

According to Bass

(1990),

self-rater versions tend to
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have lower reliability results than subordinate rater
v ersions.
One possible explanation for the difference in
reliability between the Self-Rater and Rater Forms is
that leaders interpret each item about themselves with
respect to multiple followers, while followers rate a
single leader.
Such multiple comparisons by the leader
may result in lower internal consistency with the
leadership factor scales... A l s o , our own as well as
others' research suggests that leaders tend to inflate
their ratings in comparison to those received from
followers.
(Bass, 1990, p. 21)
For this reason,

as well as those discussed above in

Factor Anal ys is , it seems desirable to use a subordinate
rater version in future research,

if at all possible.

would be worthwhile to conduct another,

It

similar study of

blood drive coordinators using a subordinate rater form, but
such a study would be challenging because not all blood
drive coordinators lead a stable,
volunteers.

Therefore,

accessible group of

it is possible that such a

replication would not be representative of all coordinators.

Outcome Variable
The outcome chosen to serve as the dependent variable
in the multiple regression was the average of the
percentage of the productive goal achieved at a
coordinator's three most recent blood drives.

On a scale of

one to five, with one representing "not important" and five
representing "extremely important," the mean rating
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coordinators gave the importance of this outcome was 4.29,
or slightly higher than "very important."

Coordinators

rated three other outcomes as more important in determining
whether a blood drive is successful, and they rated three as
less important.
The outcome that received the highest mean rating,
4.52, was "All components of the blood drive are in
compliance with Food and Drug Administration guidelines."
It is reasonable that this received the highest rating,
since a drive cannot even be conducted if its components
such as the site, staffing and cleanliness do not comply
with federal regulations.
Also rated higher than productive goal were "Donors,
volunteers and paid staff are satisfied with their
experience at the drive,"
goal

(4.35) and "Meeting presenting

(achieving goal for the number of people who show up

and volunteer to give blood,"

(4.32).

The differences in

these ratings and the rating for achieving productive goal
are small,

and since these items are related

(a coordinator

can't achieve productive goal if the presenting goal isn't
achieved,

and if volunteers and donors have an

unsatisfactory experience at one drive they are less likely
to return to the next drive,

thus impacting future

achievement of g oals), it is reasonable that they all
received similarly high ratings.
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Future research involving coordinators and
transformational leadership would benefit from additional
analysis of the interplay between different types of blood
drive outcomes.

It could be that stronger relationships

between transformational or transactional leadership and
some other outcome or set of outcomes would be found.
instance,

For

it may be valuable to explore the relationship

between charisma or individualized consideration and the
satisfaction of donors and volunteers with their blood drive
experience.

Or, since inspiration appeared to be the most

significant transformational factor in predicting blood
drive results,

it would be valuable to explore that factor's

relationship to all the various outcomes.
leaders articulate,

in simple ways, goals that they and

their followers share.
expectations,

Inspirational

They communicate high performance

but express belief and confidence that

followers will achieve those expectations.

Inspiration may

be particularly important during times of change or when
goals are raised.
appointments,
time,

For example,

scheduling blood donors for

rather than permitting all to walk in at any

is a relatively new goal.

Leaders who are

successfully transitioning their blood drives into this
scheduling system may show higher degrees of inspiration.
Or those that achieve desired increases in presenting or
productive goals may show higher degrees of inspiration.
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Tests of Hypotheses
The hierarchical regression results yielded partial
support for hypotheses one and three.
Hypothesis 1:

Transformational leadership scores bv

blood drive coordinators will significantly predict their
success in achieving blood collection goals.

This

leadership style did enter as significant in the regression,
with p < .02 5 and about 2.7 percent of the variance accounted
for by this style

(Table 4).

Transformational leadership

does play a role in achieving success at a blood drive, but
this is a very small amount of variance,

suggesting that

many other factors, whether they are leadership styles or
other factors, also have significant influence on the
success of blood drives.
analysis below,

As discussed in the supplemental

one portion of transformational leadership,

inspiration, has the greatest predictive power for success.
Hypothesis 2:

Transformational leadership scores bv

blood drive coordinators will predict success in achieving
blood collection goals to a significantly greater degree
than will their transactional leadership scores.

This

hypothesis was tested by using the sum of the four
transformational characteristics and the sum of the three
transactional characteristics to predict mean productive
performance.

Results did not support the hypothesis since

the transactional style entered as most significant, with
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p<.019 and about 3.6 percent of the variance accounted for
by this style.

Transformational leadership, with p<.357,

accounted for only an additional and unique .5 percent of
the variance

(Table 5).

Therefore, transactional leadership

played a more significant role in predicting success at
blood drives examined in this project.
This result is consistent with the outcome of the
supplemental stepwise regression in which individual
transformational and transactional factors were used.
that regression,
reward)

one transactional factor

In

(contingent

entered as most significant in predicting success.

It can be assumed that the influence of that factor affected
the outcome of the hierarchical regression.

Again,

although

the impact of transactional leadership is significant,

it

accounts for a small percent of variance and leaves a broad
area for further exploration into the significant influences
on blood drive success.

At the same time, however,

the

reliability results previously discussed contribute to an
increased appreciation of the significance of the
transactional variance.

Reliability results for

transactional leadership

(.8009) were lower than the

reliability results for transformational leadership
Therefore,

(.9375).

the fact that transactional leadership entered as

more significant than transformational leadership takes on
added significance.
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Hypothesis 3:

Transformational leadership scores

bv blood drive coordinators will predict success in
achieving blood collection goals to a significantly greater
degree than will their non-leadership score.

This

hypothesis was tested using the sum of the four
transformational factors and the one non-leadership factor
to predict mean productive performance.

This hypothesis was

supported since transformation entered as the most
significant style.

However, the support for the hypothesis

was not strong, with p<.02 5 and only about 2.7 percent of
the variance accounted for by this style.

Non-leadership

appeared to have no significance in predicting the blood
drive outcome,

since this variable did not enter the

regression,

even though the tolerance levels were lowered

(Table 6).

This is not a surprising result,

since non

leadership was not expected to contribute to goal
achievement at a blood drive.

The thrust of this project

was that leadership influences a blood drive outcome,
leadership is absent,

so if

that influence is also absent.

This project found some relationship between success at
blood drives and transformational and transactional
leadership styles as measured by a Multifactor Leadership
Questionnaire.

Transactional leadership was found to play a

bigger role than anticipated,

but that result contributes to

a better understanding of blood drive outcomes.

Future
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research that examines both transformational and
transactional leadership in conjunction with other types of
factors,

such as length of experience or blood drive

location or coordinator training, could reveal additional,
valuable relationships.
combination of factors,

It may be that a more specific
such as a leadership style and

experience, would be a stronger predictor of success.
Furthermore,

the small amount of variance accounted for

by transformational and transactional leadership may be the
reflection of a distant relationship between the effects of
leadership style and the productive performance at a blood
drive.

The volunteer coordinator's leadership style should

have the greatest influence on the effort and satisfaction
of the volunteer workers who report directly to her.

But

volunteer workers' effort and satisfaction were not the
outcome variable considered in this thesis.

The outcome

variable was the behavior of the blood donors, who are
recruited by the volunteer workers and are a further step
removed from the coordinator.

The productive performance is

still an extremely important outcome of the blood drive,

so

it may be worthwhile to find other ways to link leadership
and this outcome,

or to examine the leadership style of the

actual donor recruiters rather than the blood drive
coordinator.
It is also possible that leadership style is not the
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most significant predictor of a blood drive's productive
performance.

Convenience of the blood drive, quantity of

one-on-one contacts with potential donors or the
characteristics of the blood donors themselves may have much
greater impact.

American Red Cross Midwest Region's

registry of donors contains the names of about 250,000
people who have donated blood in the area in the last 10
years.

In any given year, however,

only about one-fourth or

60.000 of those people donate blood.
those who do donate,

only donate once.

And about one-half of
That means about

30.000 people give blood two to seven times in one year,
resulting in about 70,000 donations from them.

This group

of people appear to be highly motivated to give blood.

The

success of a blood drive may be highly dependent upon the
percentage of these types of donors who are accessible for
that drive.

That is, if a coordinator's community or work

site contains many of these donors, her blood drive is
likely to be successful despite inconvenience,

an

ineffective leadership style or most any other factor.
Another possibility is that certain characteristics of
volunteer followers, the entire volunteer group or the
nature of their work make leadership insignificant in
achieving blood drive success.

Kerr and Jermia

(1978) have

suggested that these certain characteristics can serve as
"substitutes for leadership," actually taking the place of
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hierarchical leadership and weakening the relationship
between leader behaviors and subordinate performance.
Characteristics described by Kerr and Jermia that are
particularly relevant to this project include a follower's
high need for independence, the availability of feedback
from sources other than the leader and high intrinsic
satisfaction.

So,

if volunteer workers have a high need for

independence and they want a lot of control over their
schedule and how their work will be performed, then much of
the quality of their performance will be determined by
whether they receive this control,
of the blood drive coordinator.

not the leadership style

Or,

adequate feedback from blood donors,

if workers are getting
Red Cross staff present

at the blood drive or from other volunteers,

then feedback

mechanisms like contingent reward or individualized
consideration may be irrelevant for them.
importantly at blood drives,

And, perhaps most

followers who get a great deal

of intrinsic satisfaction from their work may not need or
respond to various leader behaviors.

It is easy to see that

blood drive volunteers may get a great deal of intrinsic
satisfaction from their work and need little reinforcement
from coordinators,

since helping collect blood helps ensure

that adequate supplies are available for people in their
community who need transfusions to live or recover from
diseases and accidents.
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Supplemental Analysis —

Correlations of the Eight

Theoretically Specified MLQ Factors
The correlation of the coordinators' ratings on the
eight leadership factors showed significant relationships
between every factor at a .01 significance level
However,

(Table 12).

transformational factors generally correlated

higher with each other than with transactional or nonleadership.

Two transformational factors,

stimulation and charisma,

intellectual

correlated at the .5899 level, but

all other correlations among the transformational factors
were above .7073.

The high correlations among the

transactional factors were split among all three groups —
transformational,

transactional and non-leadership.

For

example, the transactional factor of contingent reward
correlated highest with two transformational factors, while
management-by-exception —
non-leadership.

passive correlated highest with

Overall, these significant correlations

among the leadership style factors cast some doubt as to the
validity of the MLQ 5X factor structure,

but they also

contribute to a better understanding of the regression
results, which were likely heavily influenced by the
substantial amount of overlap among the eight factors as
revealed in this correlation analysis.
These types of correlations are similar to correlations
found by other researchers.

Keller's

(1992) results were
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discussed above in the Validity section.
Braiotta

(1990)

Spangler and

in their study of audit committee

effectiveness found that management-by-exception —

active

and contingent reward correlated highly with other
transformational factors.

Others have found that contingent

reward correlates highly with transformational factors.
Waldman,

Bass and Einstein in a study of how

transformational characteristics are related to satisfaction
with performance appraisal systems concluded that
"contingent reward leadership and the transformational
factors of leadership were relatively equally related to
performance appraisal satisfaction"

(1988, p. 185).

Waldman and Bass in their study of MBA students

Avolio,

(1988)

found

that contingent reward correlated highly with at least two
transformational characteristics
individualized consideration)

(charisma and

and that it also correlated

with successful performance at about the same rate as the
combined transformational characteristics.
correlations are not illogical.

These high

For instance,

it makes

sense that two factors like inspiration and contingent
reward would be highly correlated because it could be that
inspiration results at least partially from knowing a
follower's motivations and delivering rewards that are
consistent with those motivations.

In summary,

the

substantial overlap between many of the leadership variables
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raises a call for a more careful examination of the
interplay among the variables measured by the MLQ.

Supplemental Analysis —

Stepwise Multiple Regression of

Leadership Factors Upon Percentage of Productive Goal
Achieved
When the four individual transformational factors
(charisma,

inspiration,

intellectual stimulation and

individualized consideration)
regression,

one factor,

were used in a stepwise

inspiration,

entered as significant,

accounting for a little less than 4 percent of the variance
(Table 7).
(charisma,

None of the other transformational factors
intellectual stimulation or individualized

consideration)

entered as significant.

However,

the

relationships among the eight factors showed strong
correlations between inspiration and the three other
transformational factors,
factors,
active

as well as two transactional

contingent reward and management-by-exceptiort —

(Table 12).

Therefore,

it is likely that these other

transformational factors, as well as the two transactional
factors,

do have some influence on the outcome of productive

goal achievement via their overlap with the inspiration
factor.

Just as with the hierarchical regressions,

it

should be kept in mind that this result accounted for a
rather small percentage of variance in productive goal
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achieved in this particular study and its significance
should not be overstated.
During the second step of this supplemental regression
analysis,

the four transformational factors and the three

transactional factors were used individually to predict mean
productive performance.
significant,

Only one factor emerged as

and that one was contingent reward.

This

factor accounted for about 5 percent of the variance,

and it

is a transactional factor, which is consistent with the test
of the second hypothesis in which transactional leadership
accounted for a greater amount of variance than
transformational leadership.
However,

the intercorrelations between contingent

reward and the other MLQ factors make this result difficult
to interpret and suggest that there is also significant
overlap of this factor with several others.

For example,

contingent reward correlated highly with one other
transactional factor, management-by-exception -- active
(.6748),

and with all four of the transformational factors

(.6046 and above).

But it correlated much lower

(.3602)

with another of the factors in its own transactional set
(management-by-exception -- passive).
The outcome of this test suggests that future research
focusing on contingent reward may be particularly valuable.
Contingent reward is a more traditional leadership behavior

62

than intellectual stimulation,
transformational factors.

charisma or other

It is recognizing what followers

want to get from their participation in a blood drive, then
trying to see that they get it if their performance warrants
it.

It is offering and giving rewards for appropriate

levels of effort.

Even though coordinators did not rate

this as the factor they use most,

it may be that this type

of leadership is more prevalent among this subject group.
The coordinators examined appear to come from a traditional,
and even conservative,

environment so they may be most adept

at using a traditional style of leadership.

Subjects were

mostly Nebraska and Iowa women over the age of 40, with
nearly 40 percent of them living in small towns.

The role

of a blood drive coordinator is a challenging one, but it is
generally not one that is viewed as radical in any way.
It also may be that contingent reward is actually the
most effective leadership behavior for blood drive
coordinators to employ to achieve success.

Coordinators do

not offer monetary incentives and rewards like salary
increases or bonuses,

but they can offer rewards that are

viewed as valuable by many volunteers.

Recognition in the

form of public acknowledgements or token gifts are common.
Opportunities to perform new or more demanding roles are
rewards for some volunteers.

Just being sure to say "Thank

you," at the end of the blood drive can be an essential
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reward.

As discussed in Chapter 2, research shows that

people volunteer because they want to help, they feel good
about what they do as volunteers and volunteering provides
opportunities to meet and interact with other people.

It

makes sense that an effective coordinator would try to learn
which of these motivations is important to her volunteers,
then attempt to make sure the volunteer was experiencing
reinforcement of those motivations -- if for no other reason
than to retain her volunteer staff and not be short-staffed
at the next drive because volunteers were dissatisfied with
their experience and quit.
Finally, the four individual transformational factors
and the one non-leadership factor

(laissez-faire)

to predict mean productive performance.
transformational factor,

inspiration,

were used

One

entered as a

significant factor and accounted for about 4 percent of the
variance in the test.

This is the same factor that entered

as significant in the test of transformational factors by
themselves predicting performance.
Again, the strong correlations between inspiration and
the other transformational factors may indicate more
influence from those other factors than is initially
revealed here.

Correlations between the non-leadership

factor of laissez-faire and the transformational factors
were lower than the correlations between any other factors.
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Supplemental Analysis —

Correlation of the Eight MLQ

Leadership Factors with Percentage of Productive Goal
Achieved
When the eight individual leadership factors were
correlated with the mean of the productive goal achieved,
two factors correlated most significantly at p<.01
10).

Those factors were contingent reward, which is a

transactional factor,

and inspiration, which is a

transformational factor.
high,

(Table

Although the correlations were not

.2361 for contingent reward and .2130 for inspiration,

these results are consistent with both sets of regressions.
In the hierarchical regressions,

transformational and

transactional leadership accounted for the greatest amount
of variance,

and in the stepwise regressions,

contingent

reward and inspiration accounted for the greatest amount of
v ariance.
Two other factors,
—

active,

charisma and management-by-exception

correlated significantly at p<.05,

high levels

(.1933 and .1843 respectively).

factors correlated at a significant level.

but not at
No other

In all, these

results indicate some relationship between transformational
and transactional leadership and successful blood drive
outcomes,

but they also indicate that there must be some

other or many other factors that influence these outcomes.
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Limitations of the Study
The findings of this study were limited by several
factors,

including several related to the MLQ version used.

A self-rater version was used, and the likelihood that using
self respondents incurred inflated or skewed results may
have been significant.

It also was version 5X, an

experimental version that included some additional factors
(idealized influence and management-by-exception in an
active version and a passive version)

and has not yet

undergone frequent reliability and validity checks.

The

impact of the addition of these factors is not known.
The lack of stability in the factor structure raised
methodological questions

(whether to use the theoretically

described factors or to create new factors), but the limited
number of participants

(n=152) made it difficult to try to

create a new factor structure.

The significant

intercorrelations among all the factors led to a better
understanding of the highly interdependent role these
various factors play, but also raised potential validity
questions as to the uniqueness of the individual leadership
characteristics.

These intercorrelations also highlighted

the fact that the relationship between leadership style and
a blood drive's success is a complex one, probably
influenced by many different types of factors.

This thesis

approached the examination of the relationship between

66

leadership style and blood drive success with the assumption
that the relationship is a linear one, but as previously
articulated in the discussion of "substitutes for
leadership,11 it may very well be that volunteers of this
type are productive

(or not)

regardless of the leadership

style employed by the coordinator.

It now seems to more

likely to be a curvilinear relationship comprised of many
factors and influences.
The size of the respondent pool also may have had
several effects.

An increased number of participants may

have resulted in more stability in the factor structure.

It

is logical to assume that a subject pool that contains
greater geographic diversity,

especially one that is not so

heavily composed of rural residents, may also result in
different findings.
Also,

the appropriateness of transformational

leadership and effectiveness among blood drive coordinators
may have been limited because the pool of subjects in this
project is very different from the subjects used to develop
and refine the transformational concept.

Men were the

primary subjects used to develop and refine the concept,
while most blood drive coordinators and their subordinates
are women and may use or respond most successfully to
different types of leadership styles.

Also, the concept has

been tested primarily in a paid work environment, while the
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environment of this project was an unpaid, volunteer one.
The effectiveness of transformational leadership may not
transfer to such a different leader/follower situation.
And, many of the work environments used in the development
of the concept were highly structured,

such as government

offices or the military, while the blood drive environment
is very flexible, with Red Cross offering only suggestions
for structure and staffing and no formal performance
evaluation system for individuals at all.

Recommendations for Future Research
As already discussed,

it would be highly valuable to

explore the role of contingent reward in achieving blood
drive productive goals and in achieving the many different
types of blood drive goals.

Future research involving

coordinators and transformational leadership would benefit
from additional analysis of the interplay between different
types of blood drive outcomes.

It may very well be that

stronger relationships between transformational leadership
and some outcome or set of outcomes other than productive
goal would be found.

For example,

it would be valuable to

explore the relationship between transformational leadership
and the satisfaction of donors and volunteers with their
blood drive experience,

or to explore the relationship of

specific transformational factors,

such as charisma or
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individualized consideration,

with that satisfaction.

Since

inspiration appeared to be the most significant
transformational factor in predicting blood drive results,
it would be valuable to explore that factor's relationship
to all the various outcomes.
Future research that examines the various leadership
styles in conjunction with other types of factors,

such as

length of experience or blood drive location or coordinator
training, may reveal additional insight.

It may be that a

coordinator's length of experience or motivation because of
a personal experience with the need for blood may be the
strongest indicators of a successful blood drive.

And it is

possible that differences among effective leadership styles
could be found in different blood drive sites since each
site would bring with it different types of volunteers or
followers.

For example, the leadership style that works

best at a company blood drive may be different from the
style that works best at a church or high school drive.
Using a larger sample,

it would be worthwhile to isolate

coordinators from one or two particularly important types of
sites,

such as communities and workplaces,

then explore in-

depth the relationship between various leadership factors
and various outcomes within those groups.
To further refine the transformational concept and the
MLQ it would be worthwhile to further explore the role of
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management-by-exception.

The passive version of this factor

correlated higher with non-leadership than with other
transactional factors,

and the active version correlated

highly with transformational factors.

This again raises

questions about whether the active and passive versions are
related or entirely unique factors, with passive belonging
in the non-leadership set.

It remains the author's strong

recommendation that all types of future research among blood
drive coordinators,

or other volunteer groups,

be conducted

using a subordinate rater version of the MLQ if at all
pos s i b l e .
One of the potentially most valuable types of further
research would involve exploring leadership styles common
among women and the success of blood drives.
blood drive coordinators in Midwest Region,
Cross blood regions,

are women.

A majority of
and at all Red

A better understanding of

the styles or behaviors that contribute to the greatest
success among this group could have tremendous benefit to
the quantity of the nation's blood supply.
Factors that influence donors to actually give blood
should be explored since their presence may have the
greatest impact on whether a blood drive achieves its
productive goal.

Convenience of the blood drive, the

percentage of highly motivated donors accessible to the
blood drive coordinator,

or other factors may reveal the

70

biggest predictive value of all.
Finally, more precision could be achieved in research
of this type if the effects of transformational leadership
on subordinate behavior were initially examined,

then the

effects of subordinate behavior on the donation of blood by
volunteer donors were examined.
out the subordinate link.

This particular study left
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Appendix A
Multifactor Leadership Questionnaire
(Form 5X-Self)

MULTIFACTOR LEADERSHIP QUESTIONNAIRE (FORM 5X-SELF)
Bernard M. Bass and Bruce J. Avolio
Center for Leadership Studies/School of Management
Binghamton University

This is a questionnaire to provide a description about your leadership of your blood
drive volunteers and supporters. Please answer the questions on the provided answer
form with a No. 2 pencil. When the item is irrelevant or does not apply, or where vou
are uncertain, leave the answer blank. Make no more than one mark for each
question.
Directions: Listed below are descriptive statements about leaders. For each
statement, we would like you to judge how frequently you have displayed the behavior
described when leading your blood drive. Use a No. 2 pencil to darken the circle that
corresponds to your response.
You do not need to fill in any of the blue sections on the answer sheet marked
"Name," "Birth date," etc. When you are finished, return both the questionnaire and
the answer sheet in the enclosed envelope. Do not fold the answer sheet
Use the following for the five possible responses:
Key:

A

Frequently
if not always

1.
2.
3.
4.
5.

B

Fairly
often

C

Sometimes

D

Once in
awhile

E

Not
at all

I make personal sacrifices for the benefit of others. (AC)
I avoid getting involved when important issues arise. (LF)
I talk to those I lead about my most important values and beliefs.
It requires a failure to meet an objective for me to take action. (MBEP)
I set high standards. (INSP)

6. I focus attention on irregularities, mistakes, exceptions, and deviations from
standards. (MBEA)
7. I emphasize the value of questioning assumptions. (IS)
8. I give those I lead what they want in exchange for their support. (CR)
9. I treat those I lead as individuals rather than just members of a group. (IC)
10. I take no action even when problems become chronic. (LF)

®1991 Bernard M. Bass & Bruce J. Avolio
(continued)
Reproduced by permission. Commercial form MLQ 5S copyrighted 1990, Consulting
Psychologist Press.

11.1 remain calm during crisis situations. (AC)
12. The work of those I lead has to fall below minimum standards for me to try to
make improvements. (MBEP)
13. I emphasize the importance of being committed to our beliefs.
14. I closely monitor the performance of those I lead for errors. (MBEA)
15. I envision exciting new possibilities. (INSP)
16. I make clear to those I lead what they can expect to receive, if their performance
meets standards. (CR)
17. I re-examine critical assumptions to question whether they are appropriate. (IS)
18. I am absent when needed. (LF)
19. I listen attentively to the concerns of those I lead. (IC)
20. I fail to intervene until problems become serious. (MBEP)
21.
22.
23.
24.

I instill pride in those I lead in being associated with me. (AC)
I spend my time looking to "put out fires". (MBEA)
I specify the importance of having a strong sense of purpose.
I work out agreements with those I lead on what they will receive if they do what
needs to be done. (CR)
25. I talk optimistically about the future. (INSP)
26. I fail to follow-up requests for assistance. (LF)
27. I encourage those I lead to rethink ideas which had never been questioned
before. (IS)
28. I tell those I lead what they have done wrong rather than what they have done
right. (MBEP)
29. I provide useful advice for the development of those I lead. (IC)
30. I keep track of the mistakes of those I lead. (MBEA)
31. I go beyond my own self-interest for the good of our group. (AC)
32. I negotiate with those I lead about what they can expect to receive for what they
accomplish. (CR)
33. I consider the moral and ethical consequences of my decisions.
34. I resist expressing my views on important issues. (LF)
35. I express my confidence that we will achieve our goals. (INSP)
36.
37.
38.
39.
40.

Things have to go wrong for me to take action. (MBEP)
I question the traditional ways of doing things. (IS)
I enforce rules to avoid mistakes. (MBEA)
I focus those I lead on developing their strengths. (IC)
I provide assistance to those I lead in exchange for their effort. (CR)

®1991 Bernard M. Bass & Bruce J. Avolio
(continued)
Reproduced by permission. Commercial form MLQ 5S copyrighted 1990, Consulting
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41.
42.
43.
44.
45.

I provide reassurance that we will overcome obstacles. (AC)
I avoid making decisions. (LF)
I display conviction in my ideas, beliefs, and values.
I show that I am a firm believer in “if it ain’t broke, don’t fix it". (MBEP)
I provide continuous encouragement to those I lead. (INSP)

46.
47.
48.
49.
50.

My attention is directed toward failure to meet standards. (MBEA)
I seek differing perspectives when solving problems. (IS)
I tell those I lead what to do to be rewarded for their efforts. (CR)
I spend time teaching and coaching those I lead. (IC)
I delay responding to urgent questions. (LF)

51.
52.
53.
54.
55.

I display extraordinary talent and competence in whatever I undertake. (AC)
Problems must become chronic before I will take action. (MBEP)
I take a stand on difficult issues.
I search for mistakes before commenting on the performance of those I lead. (MBEA)
I focus the attention of those I lead on “what it takes” to be successful. (INSP)

56. I make sure that those I lead receive appropriate rewards for achieving
performance targets. (CR)
57. I suggest new ways of looking at how we do our jobs. (IS)
58. I divert the attention of those I lead away from addressing work-related problems. (LF)
59. I treat each of those I lead as individuals with different needs, abilities, and
aspirations. (IC)
60. I motivate those I lead to do more than they thought they could do.
61.
62.
63.
64.
65.

My actions build respect for me form those I lead. (AC)
Those I lead earn credit with me by doing their tasks well. (CR)
I clarify the central purpose underlying our actions.
I talk enthusiastically about what needs to be accomplished. (INSP)
I encourage those I lead to express their ideas and opinions. (IS)

66.
67.
68.
69.
70.

I teach those I lead how to identify the needs and capabilities of others. (IC)
I display a sense of power and confidence. (AC)
I talk about how trusting each other can help us overcome our difficulties.
I arouse in those I lead an awareness of what is essential to consider. (INSP)
I heighten the motivation to succeed of those I lead.

71.
72.
73.
74.
75.

I emphasize the importance of having a collective sense of mission.
I articulate a compelling vision of the future for those I lead. (INSP)
I get those I lead to look at problems from many different angles. (IS)
I promote self-development among those I lead. (IC)
I behave in ways that are consistent with my expressed values.

®1991 Bernard M. Bass & Bruce J. Avolio
(continued)
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76. I show determination to accomplish what I set out to do. (INSP)
77. I encourage non-traditional thinking to deal with traditional problems. (IS)
78. I give personal attention to those I lead who seem neglected. (IC)
79. I get those I lead to do more than they expected they could do.
8 0 . 1 express satisfaction when those I lead do a good job. (CR)
81. I encourage addressing problems by using reasoning and evidence, rather than
unsupported opinion. (IS)

Use this key for the five possible responses to items 82-84. Mark your answer by darkening
the circle on the answer sheet that corresponds to your response.
Key:

A

Not effective

B
Only slightly
effective

C

D

Effective

E

Very effective

Extremely
effective

82. The overall effectiveness of your group made up of those you lead and yourself
can be classified a s _______________ .
83. How effective are you in representing your group to higher authority?
84. How effective are you in meeting the job-related needs of those with whom you
work?

Use this key for the five possible responses to items 85-87. Mark your answer by darkening
the circle on the answer sheet that corresponds to your response.
Key:

A

Very
dissatisfied

B
Somewhat
dissatisfied

C

D

Neither satisfied
nor dissatisfied

E
Fairly
satisfied

Very
satisfied

85. How satisfied are you with your leadership abilities?
86. In all, how satisfied are you with the methods of leadership you use to get you
group’s assignments completed?
87. In all, how satisfied are you with the methods of leadership you use to get your
group’s job done?

®1991 Bernard M. Bass & Bruce J. Avolio
Reproduced by permission. Commercial form MLQ 5S copyrighted 1990, Consulting
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Please use the answer sheet to rate the following items according to how important
you think they are to determining whether your blood drive is successful. Use the key
provided. This is strictly your opinion; there are no right or wrong answers.
Key:

A

B

C

D
**

Not
Important

Only slightly
Important

Important

E

»_

Very
Important

Extremely
Important

88. Meeting presenting donor goal (you achieve your drive’s goal for the number of
people who show up to volunteer to give blood).
89. Meeting productive donor goal (you achieve your goal for the number of units of
blood that are successfully collected).
90. Meeting type specific goals (you achieve your drive’s goals for collecting a certain
percentage of each blood type).
91. All donors are scheduled for appointments according to the matrix.
92. All components of the blood drive are in compliance with Food and Drug
Administration guidelines.
93. All donors, volunteers and Red Cross paid staff are satisfied with their experience
at the drive.
94. Meeting new donor goals (percentage of donors who give blood for the time at
your drive).
95. What is your sex?
A. Female
B. Male
96. What
A. 24
B. 25
C. 40
D. 55
E. 70

is your age?
years or younger
to 39 years
to 54 years
to 69 years
years or older

97. What is your blood drive sponsoring organization?
A. Business
B. Community
C. School
D. Church
E. Civic group or dub
98. For how many blood drives have you been the coordinator?
A. Less than one
B. One to three
C. Four to 10
D. 11 to 20
E. More than 20

On your answer sheet, rate the extent to which you think the following leader
behaviors are effective in planning and executing a successful blood drive. Use the
key provided.
Key:

A

Not effective

B
Only slightly
effective

C
Effective

D

E
Very effective

Extremely
effective

99. Charisma - developing followers' trust and confidence in you; inspiring loyalty
and devotion; relating the activities of a follower's job to strongly held values and
ideals.
100. Inspiration - articulating, in simple ways, goals that you and your followers
share; providing visions of what is possible and how to attain it: communicating
high performance expectations, but expressing belief and confidence that
followers can and will achieve those expectations.
101. Intellectual stimulation - influencing followers to think about old problems in new
ways; emphasizing the use of reasoning and evidence before taking action.
102. Individualized consideration -- recognizing differences between followers and
paying attention to the varying needs and interests of each; coaching; providing
two-way, face-to-face communication with followers.
103. Management-by-exception - intervening with a follower’s work only when
something goes wrong; letting followers do their jobs as they have always done
them as long as tasks and goals are being accomplished.
104. Contingent reward - recognizing what followers want to get from their
participation in the drive and trying to see that they get it, if their performance
warrants it; offering and giving rewards for appropriate levels of effort.
105. Laissez-faire -- avoiding expressing opinions, taking action or responding to
questions; not following-up on requests for assistance.
106. In the space provided on this sheet, please list and describe any other leader
behaviors that you think are effective in planning and executing a successful
blood drive.

Please return your answer sheet and this entire questionnaire in the enclosed
envelope.
Thank you for your help and cooperation.

Notes:

The notations in parentheses do not actually appear on the questionnaire
but are intended to indicate to the reader which theoretical factor is
linked to each statement The key for the parenthetical information is:
(AC) is Attributed Charisma; (CR) is Contingent Reward; (IC) is
Individualized Consideration; (INSP) is Inspiration; (IS) is Intellectual
Stimulation; (LF) is Laissez-Fair; (MBEA) is Management by Exception Active, and (MBEP) is Management by Exception - Passive.

This questionnaire includes some information not used in the analysis of
this project.

Appendix B
Questionnaire Cover Letter

Iga American Red Cross

Midwest Region Blood Services
3838 Dewey Avenue
Omaha, Nebraska 68105-1196
(402) 341-2723

Jane Smith
123 Main St.
Omaha, NE 68109
Oct. 28, 1994
Dear Ms. Smith,
As a coordinator, you work with many volunteers and donors in the
important job of organizing American Red Cross blood drives. I
am communication director for the area's Red Cross blood region
and a graduate student at the University of Nebraska at Omaha.
As my thesis project, I and Red Cross Midwest Region are
undertaking a project to learn more about the behaviors volunteer
blood drive coordinators like you employ. The knowledge we gain
from this project will help us learn more about how we at Red
Cross can help coordinators like you consistently recruit enough
blood donors.
You, as well as other experienced blood drive coordinators, are
being asked to give your opinions. To ensure the results will
truly represent the opinions of coordinators, it is important
that each questionnaire be completed and returned. Please take a
few minutes to complete this questionnaire and return it to me in
the enclosed, stamped envelope. As you answer, think about how
you work with other Red Cross volunteers who assist you in
organizing and executing your blood drives.
You may be assured of complete confidentiality. The
questionnaire has an identification number for mailing purposes
and to help accumulate data about blood drives. Your name will
not be associated with any response you give. This project has
been approved by the University of Nebraska and American Red
Cross Midwest Region.
Your response can help us all be more successful in meeting the
blood needs of patients. A summary of the results will be
printed in a future issue of the newsletter Heart to Heart. I
would be happy to answer any questions you might have. Please
write or call at the above address and phone number.
Thank you in advance for your assistance.
Sincerely,
Debbi Breeling
Communication Director

Appendix C
Follow-Up Postcard

American Red Cross
M idw est Region Blood Services
3838 Dewey Avenue
Omaha, Nebraska 68105*1196

Jane Smith
123 Main St.
Omaha, NE 68109

Last week a questionnaire seeking your opinion about behaviors of
blood drive coordinators was mailed to you. You were one of a
group of experienced blood drive leaders selected to receive this
questionnaire.
If you have already completed and returned it to me, please accept my
sincere thanks. If not. please do so today. Because it has been sent
to only a small group of coordinators, it is extremely important that
yours also be included in the study if the results are to accurately
represent the opinions of area coordinators.
If, by some chance, you did not receive the questionnaire, or it got
misplaced, please call me right now, collect, at (402) 341*2723, ext.
2115, and I will get another in the mail to you today.
Sincerely,

Debbi Breeling
Communication Director

Appendix D
Final Mailing Cover Letter

Am erican Red Cross

M idwest Region Blood Services
3838 Dewey Avenue
Omaha, Nebraska 68105-1196
(402) 341-2723

November 22, 1994
Jane Smith
123 Main St.
Omaha, NE 68109
Dear Ms. Smith,
About four weeks ago I wrote to you asking your opinion
on your behaviors as you lead and coordinate a blood
drive. As of today, I have not yet received your
completed questionnaire.
I, and American Red Cross, have undertaken this study
because we believe it could help us learn how to help
blood drives like yours be more successful, or easier to
coordinate.
I am writing to you again because of the significance
each questionnaire has to the usefulness of this study.
In order for the results of this study to be truly
representative of all experienced coordinators, it is
essential that each person in the study sample return his
or her questionnaire.
In the event that your questionnaire has been misplaced,
a replacement is enclosed.
Your cooperation is greatly appreciated.
Sincerely,
Debbi Breeling
Director Communication
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